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In war, nothing is achieved except by
calculation. Everything that is not soundly
planned in detail yields no results.
— The Maxims of Napoleon

THE BRIGADE OPERATIONS officer met us
immediately upon our return from the National
Training Center (NTC). During the short ride back
to post, he briefed the brigade’s leadership on the
division’s pending deployment to Kuwait which had
been directed in response to Saddam Hussein’s lat-
est spat with the United Nations Inspection Team.
The advance party had already departed. Our brigade
was designated as Force Package Two (FP2), which
meant that we would draw equipment from Army Pre-
Positioned Stocks, (APS-3), a heavy brigade of equip-
ment with all combat support and combat service sup-
port afloat in ships. The next few weeks revealed simple
questions that quickly became million-dollar que-
ries as we began the process of educating ourselves
on what we did not know about APS-3.

What type of mortars are loaded on the ships—
4.2-inch or 120mm? Do the vehicles come with
complete basic issue equipment? Are any major end
items missing or unserviceable? What is the status
of sets, kits and outfits (SKO)? Is the communica-
tions equipment Vehicular Intercom-1 (VIC-1) or
VIC-3, and are the necessary installation kits and
diagnostic equipment available? With pressure from
airlift planners to specify how many pallets of equip-
ment to accompany troops (TAT) were required, it was
difficult to determine what we should take besides
individual equipment. Not surprisingly, we erred on
the safe side and palletized practically everything
imaginable, only to increase our airlift requirements.

For commanders who are well into executing a de-
ployment, such logistical issues are problematic and
must be resolved prior to their forces’ arrival in the-
ater. While our cries for information were met with
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noble attempts by various agencies to find answers
during the unanticipated delay in deployment, two
things became quite evident: there was no existing
system to provide such information, and even more
important, there was no excuse for such uncertainty.

This article critically examines the Army’s Pre-
positioned Afloat program (APA) from the user’s
perspective and provides recommendations for
ensuring that warfighting commanders and APS

The Army’s pre-positioned fleet
minimizes initial strategic sealift requirements
and facilitates the early deployment of Army
heavy brigade forces, delivers theater-opening
CS and CSS forces and port-opening
equipment, and provides sustainment stocks
Jfor an AQ. Ideally, the equipment will be fully
operational with deployed troops within
135 days of notification.

planners have the necessary detail to plan and ex-
ecute the commander in chief’s (CINC’s) military
strategy. However, understanding the current status
of APS-3 requires a brief look at the genesis of this
key link in our nation’s strategic mobility triad
(SMT)—airlift, sealift and pre-positioned equip-
ment—and an explanation of why it is so impor-
tant to our National Security Strategy (NSS).
APS-3 was born out of necessity as the end of
the Cold War and the corresponding reductions in
Europe forced the Army to transition from a
threat-based to a capability-based strategy. This shift
required military planners to rely increasingly on
units based in the Continental United States, with
greater response times, to meet emerging asymmet-
rical threats. However, the difficulties executing the
operational requirements of such a strategy became
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apparent during Operation Desert Shield, when mili-
tary planners experienced significant deficiencies in
our ability to project heavy forces into a theater.
During the pre-Gulf War period, the first APA
fleet consisted of four ships used primarily for trans-
porting ammunition and port handling equipment.
The Marines, on the other hand, had developed a
maritime pre-positioning force (MPF) as early as

While the APA Mobile Training Team
program detailed in FM 100-17-1, Army Pre-
positioned Afloat Operations, is sound, it is
only as good as the timeliness of the training
itself. Conducting it during an N-hour sequence
is too late. It must be planned well in advance
on a unit’s long-range training calendar.

1979, consisting of 13 ships organized into three
maritime pre-positioned squadrons (MPSRONS).
Their concept was validated during Desert Shield
when the MPF provided the first heavy armor ca-
pability in theater.!

Noting this success, the Office of the Joint Chiefs
of Staff (JCS) began reassessing US mobility forces.
Their 1992 Mobility Requirements Study (MRS) re-
vealed that neither our current nor our estimated fu-
ture ability to project strategic power met the de-
mands of the NSS. Consequently, the study
proposed new airlift and sealift forces while recom-
mending that the Army pre-position sets of heavy
equipment aboard ships staged close to potential
trouble spots.

To address the MRS with the Army Strategic
Mobility Program (ASMP), which published its ac-
tion plan in March 1993. It prompted the Army to
develop the capability to provide a corps-size force
of 5.5 divisions at C+75.2 The doctrine this plan ini-
tiated highlights the importance of APS-3 in this
force projection-crisis response strategy:

e “A light or airbome brigade-size force to be
inserted into theater by C+4, with the remainder of
the division to close not later than C+12. The force,
including its personnel, equipment and logistical
support structure, [will] be transported by air.

e An afloat heavy combat brigade with support
to close into the theater, and be ready to right not
later than C+15. The APA brigade force [will] be a
2X2 heavy brigade: two armored, two mechanized
battalions plus support. APA also provides
theater-opening combat support (CS) and combat
service support (CSS) units and sustainment stocks
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for 30 days of contingency. This force [will] be or-
ganized into force modules tailored to meet the
CINCs needs.

e By C+30, two heavy divisions—a mix of
mechanized infantry, armored or air assault forces,
depending on the theater commander’s priorities, in-
cluding the logistical support structure—[will] close
in theater. The equipment for the heavy force [will]
transit by sealift.

o The remaining force—two divisions and sup-
port—[will] close by C+75.7

Based on the Marine’s MPF concept, the Army’s
pre-positioned fleet is designed for rapid deployment
and employment of an Army heavy brigade into se-
cured ports in an area of operations (AQO).* This ca-
pability provides a combatant commander with the
flexibility to reinforce and enhance an established
lodgment, while providing initial sustainment of de-
ploying contingency forces.® Essentially, the APA
minimizes initial strategic sealift requirements and
facilitates the early deployment of Army heavy bri-
gade forces, delivers theater-opening CS and CSS
forces and port-opening equipment, and provides
sustainment stocks for an AO. Ideally, the equip-
ment will be operational within eight days of initial
discharge and fully operational with deployed troops
within 15 days of notification.

APS-3 Composition. Currently, the heavy bri-
gade afloat consists of two tank and two mechanized
infantry battalions, one self-propelled artillery and
one combat engineer battalion, a battery of air de-
fense artillery, all required CSS, and 15 days of sup-
ply loaded on a fleet of 14 ships—a combined total
of 870,000 square feet of cargo.® Under ideal con-
ditions, ships can be underway from their loiter lo-
cations to predesignated port facilities in Southwest
Asia or Northeast Asia within four hours of notifi-
cation. By 2003, APS-3 will include enough equip-
ment for two heavy brigades and a corps/theater
base. This will be loaded onto eight new Large
Medium-Speed Roll On-Roll Off (LMSR) ships
that, along with two container ships, two ammuni-
tion ships and one crane ship, will resource the APA
program and provide the Army with two million
square feet of materiel to support power projection.
Additionally, 11 refurbished LMSRs will provide
surge sealift for follow-on divisions and sustain-
ment, and complete the sealift requirements of the
SMT out to 2010.7

The APA program has been a godsend for mili-
tary strategists struggling to plan for operations in
two nearly simultaneous major theaters of war
(MTW) .2 It accomplishes in days what took months
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Pre-positioned vehicles at
APS-5, Camp Doha, Kuwait.
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When Army units are t-lésignated to participate in INTRINSIC ACTION, they start

a six-month journey of coordination liaison meetings with Army Central Command-Kuwait
(ARCENT-K) and the contractor, ITT. Unit logisticians, executive and operations officers and even
commanders make three trips to APS-5 Kuwait to meet with representatives from every
organization involved in their deployment.

during Desert Storm—with more than four times
the efficiency—and is unmatched by any other mili-
tary force in the world. Although APS-3 deters po-
tential adversaries and equips US warriors, custom-
ers must better understand how this system works.
Likewise, APS-3 planners need to hear directly from
warfighters.

Improving APS-3. The Deputy Chief of Staff for
Logistics (DC-SLOG) and Army Materiel Com-
mand (AMC), among others, have made Herculean
efforts to plan and execute this program. In a few
short years the program has evolved dramatically in
both size and capability. However, the system suffers
from a shortfall that can be met only through close
coordination between APS planners and warfighters.
To work reliably, APS-3 must address two chal-
lenges— inventory visibility and hands-on unit train-
ing by forces designated to draw the equipment.

Major commands (MACOMs) tasked to perform
contingency missions know well in advance (often
12 to 18 months) when readiness cycles will affect
their units. At the direction of the supported CINC,
the corps commander will identify contingency
force pool units—units assigned to execute or sup-
port the APA mission.” To manage these cycles,
Force Package One (FP1) and FP2 units are desig-
nated. One of the force packages will be airlifted to
pre-positioned equipment, while the follow-on force
package will be airlifted to join APS-3 at a port.
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Why then do we typically wait until an alert to de-
termine the status of APS-3? For example, all of the
questions raised in this article’s opening vignette
could have been addressed months earlier.

When Army units are designated to participate in
INTRINSIC ACTION, they start a six-month jour-
ney of coordination liaison meetings with Army
Central Command-Kuwait (ARCENT-K) and the
contractor, ITT.!° Unit logisticians, executive and
operations officers and even commanders make
three trips to APS-5 Kuwait to meet with represen-
tatives from every organization involved in their de-
ployment. Unit commanders and staffs study every
phase of reception, staging, onward-movement and
integration (RSOI).

A fourth coordination meeting is conducted when
ARCENT-K and its representatives visit the unit at
its home station to discuss final details and
draw-yard procedures. When the unit finally deploys
there are no surprises. The equipment draw and
movement to tactical assembly areas occur within
hours after arrival in country. Units participating in
INTRINSIC ACTION observe the same template
used by units deploying to the NTC and thus expe-
rience how they will deploy in an APS-5 or
TAT-only scenario.

Months prior to their departure, units deploying
to Kuwait or the NTC have access reams of infor-
mation about equipment they will draw. However,
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imagine for a moment conducting the same opera-
tion from a cold start, with no coordination or de-
tailed knowledge about the equipment prior to a no-
tification-hour (N-hour) sequence.!' Add the fact
that drawing APS-3 stocks is not a routine opera-
tion, but an entry in a relatively uncharted AO. In

Planners must identify opportunities
when a download of the equipment as part
of a sea emergency readiness exercise includes
both RSOI and maneuver training. Training
and readiness options could include a
rotation of the APA fleet with other existing
pre- positioned fleets such as the one
at Doha, Kuwait or the NTC. Both of these
fleets are approaching overuse and should
stand down for maintenance.

fact, APS-3 has been exercised only once, in Octo-
ber 1994, when the 3d Brigade Combat Team of the
24th Infantry Division (Mechanized) (now the 3d
Infantry Division [Mechanized]) deployed to South-
west Asia as part of Operation Vigilant Warrior
Smaller-scale exercises of APS-3 have been con-
ducted since Vigilant Warrior, but none of these
involved the entire set of equipment.’

Challenges with Inventory Management.
APS-3 is managed by the Army War Reserve Sup-
port Command in Rock Island, Illinois, and is main-
tained by Combat Equipment Group-Asia (CEG-A),
located in Charleston, South Carolina. CEG-A is re-
sponsible for the maintaining all major end items
assigned to the APS-3 inventory, to include SKOs.
CEG-A monitors these systems with inventory soft-
ware called Army War Reserve Deployment Sys-
tem (AWRDS).

While AWRDS assists CEG-A’s inventory con-
trol of major end items, it has several shortcomings
that can critically affect deployment. First, AWRDS
loses sight of equipment while it is downloaded
off the ship during the 90-day maintenance
cycles, which occur once every 30 months. This
lack of visibility causes problems for APS-3 man-
agers who, in response to lessons learned from
Vigilant Warrior, monitor unit set integrity as an
important detail for warfighters. But, problems arise
when a combat system is delayed in long-term
maintenance, and is not available for reload with
the set. This is important information for managers
who must then draw on other inventories, such
as inactive warstocks, to compensate for the un-
anticipated shortages within the set.

Furthermore, AWRDS does not know when unit

56

sets are spread over several ships because it moni-
tors only like-unit sets. When a task-organized unit
is stowed on several ships, it becomes very diffi-
cult for the commander to identify his equipment.
In effect, he does not know what is where. This is
especially true for CS and CSS units because the
various support elements are task-organized with
units.'* Depending on the nature of support, it is not
uncommon to find a CSS unit’s equipment spread
across six ships. However, AWRDS only provides
asset visibility on a given ship and does not indi-
cate which other ships may be carrying like-unit
equipment. This can be determined only through
surveying the inventory of other ships to account for
the entire unit. The inventory management system
has another shortcoming: while it accounts for
SKOs, it does not provide detailed asset resolution
for items within these SKOs.

One valuable tool available to commanders fac-
ing these challenges is the Automated Battlebook
System (ABS). Stored on a compact disc, this plan-
ning tool provides the warfighter windows-based
software to help identify APS-3 inventory stocks.
Although the ABS data is only as good as the in-
formation loaded from AWRDS, it does provide im-
portant information on the status of the major end
items on a given ship.

Unit Training and Prior Coordination. Prior
coordination between warfighting units and
APS-managers can identify actual inventory short-
comings, to include authorized stockage levels and
prescribed load lists, thus allowing planners to ad-
just TAT requirements.

Coordination also helps continuously modernize
equipment in APS-3. For example, the US Navy
Ship Watson is loaded with M106A6 Paladin
155mm self-propelled howitzers, M2A2 Desert
Storm Bradley Infantry Fighting Vehicles and Bra-
dley Stinger Fighting Vehicles.'* Nonetheless, a la-
tency factor will persist because APS-3 cannot fea-
sibly match the pace of changes to unit tables of
organizational equipment. Since APS-3 stocks are
updated only once during the maintenance cycle,
differences will likely exist between home station
and pre-positioned equipment. However, when
commanders can be certain of the actual type of
equipment they will draw, they can adjust their fore-
casts to provide appropriate training and preparation.

Other programs are also available to assist com-
manders in planning and preparing for an APS-3 de-
ployment, such as the APA Mobile Training Team
(MTT). This team visits units identified at the be-
ginning of their APA training cycle, 90 days out,
and trains them as the curriculum below details:

e In-brief the entire chain of command, to in-
clude the support structure (corps, division, instal-
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: Eqmpment loading on the Maritime Pre-position Ship USNS 2nd LT
John P. Bobo. The great scale of such'vessels canibe‘Seen‘in the
inset view of the USNS CPL.Michael Red.Cloud Jr'stwo starboard

vehicle ramps and stern slewing ramp. ;Fhe# Red Cloud carries over
1,000 vehicles including 58 tanks and 48 other-tfacked"vehicles:

The Army War Reserve Deployment System (AWRDS) does not know when unit sets
are spread over several ships because it monitors only like-unit sets. When a task-organized unit is
stowed on several ships, it becomes very difficult for the commander to identify his equipment.
In effect, he does not know what is where. This is especially true for CS and CSS units because
the various support elements are task-organized with units.

lation, brigade, and CSS commanders and staffs),
to give all participants an overview of the program,
establish relationships and assign responsibilities.

e Provide updated APA ship battle book data, to
include complete equipment lists, current mainte-
nance status of equipment and supplies aboard APA
ships, review of load plans and identification of any
force modernization issues.

o Establish an initial equipment transfer plan.

e Conduct an intensive training session on Off-load
Pre-positioned Party (OPP) requirements and pro-
cedures for discharge and accountability transfer.

o Inform the brigade of source intelligence equip-
ment required for linkages within theater if it is not
already available.

e Perform liaison visits to appropriate commands.'¢

Unfortunately, because of budget cuts, MTT visits
have been curtailed and are no longer funded by
Headquarters, Department of the Army. This mis-
fortune is due in part to the initial assumption that
MTT would be a one-time event per division. But,
this assumption failed to account for personnel tur-
bulence and a lack of institutional training to sus-
tain the skills taught by the MTT."

Currently, the MTT funding burden falls on US
Army Forces Command, which continues to
struggle to resource the program. Training through
distance learning and education using video telecon-
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ferences has yet to prove its utility to either party.'®
The muddling has prompted discussion about
whether such training is even necessary. Conse-
quently, APA MTT has been tied up in a who-is-
responsible, who-will-task and who-will-pay bu-
reaucratic cycle."”

Recommendations. A great effort is already un-
derway to address some of the problems identified
in this article. For example, APS-3 managers rec-
ognize problems with the inventory system and are
looking at ways to correct them.®

While the APA MTT program detailed in FM
100-17-1, Army Pre-positioned Afloat Operations,
is sound, it is only as good as the timeliness of the
training itself. Conducting it during an N-hour se-
quence is too late. It must be planned well in ad-
vance on a unit’s long-range training calendar. Ide-
ally, APS-3 training and its integration in RSOI
should be a highlighted event during a division semi
annual training brief. Further, such contingency
planning should be added as a supporting battle task
as part of the division’s mission essential task list.

FM 100-17-1 details what a commander needs to
consider when planning APA operations. Incredibly,
a surprising number of warfighters and logisticians
have never seen or heard of the FM 100-17 series
of manuals, in part because APS-3 is not being
taught as a system of power projection in Training
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and Doctrine Command schools. Junior leaders are
arriving at units unaware of APS its critical role in
meeting the nation’s strategic mobility requirements.

The POMCUS (pre-position of materiel config-
ures to unit sets) Inspection Reconnaissance Pro-
gram (PIRP), was a required activity prior to any
REFORGER exercise.” The APS-3 system can only
get better with similar inspections and more in-
volvement from warfighters.

Other opportunities also need to be explored to
maintain the readiness of the APS-3 program. For
example, the need to exercise the equipment cannot be
over emphasized. Planners must identify opportu-
nities when a download of the equipment as part of
a sea emergency readiness exercise includes both
RSOI and maneuver training. Other training and
readiness options could include a rotation of the
APA fleet with other existing pre-positioned flects
such as the one at Doha, Kuwait, or the NTC. Both
of these fleets are approaching overuse and should

stand down for maintenance.”

Currently, the warfighting community has lost its
vote. As the primary customers, commanders must
have a voice in the management of the equipment
their soldiers will use in combat. Although US Army
Forces Central Command can provide APA man-
agers with valuable data about the AO and force
integration requirements focused at the operational
level, tactical equipment issues are better fielded at
the division level, where the fidelity required for
warfighting commanders to plan for a “come as you
are” conflict is most assured.

APS-3 can only get better as warfighters train
with it and learn how to assess its status in real time
and minute detail. Coordination between the sup-
plier and user must begin at the CINC level to allo-
cate resources and assure this valuable program’s
success. We know what right looks like. Now we
must make APS-3 work right for the soldiers who
ultimately depend on it. MR
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